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ABSTRACT 

Since World War II, the United States has enjoyed a 
steady rate of economic growth unprecedented in the history 
of the world. Concurrent with this growth has been a steady 
and continuing rate of technological, social, and economic 
change. The factors of growth and change have greatly af= 
fected the field of management for many new problems have 
arisen, as well as many new concepts in the management of 
an organization. Social scientists have contributed much 
to the understanding of group dynamics, communications, and 
leadership. Engineers and mathemeticians have provided 
"hardware" useful to the manager, The tools and concepts. 
now available to management have placed the supervisor or 
middle manager in an increasingly important position in the 
organization, Likewise, the development of supervisors or 
middle managers increases in importance. One method of 
enhancing this development is through the establishment of 
a training program for supervisory personnel, The essential 
elements of such a program are described in a theoretical 
approach to training. This approach is then used to analyze 
the elements of training in two multi-million dollar corp= 
orations of a diverse nature.. Basic training efforts for 


supervisory personnel at both corporations are described. 


ii 





Section 
is 
Ee 


TABLE OF CONTENTS 
Title 
Introduction 
A Theoretical Approach to 
supervisory Development 
through Training 


The Bank of America and 
Supervisory Development 


Pacific Gas and Electric Company 
Conclusions and Acknowledgements 
Bilbiography 


Appendix 


phaknt 


Page 


18 
29 
40 
4% 
45 





io LWVFPocueccion. 

This paper is primarily concerned with the development 
of supervisory personnel through training methods. The 
subject is of particular interest when one considers the 
position of supervisory personnel and their impact on every 
organization involved in the production of goods and services... 
The "supervisor", under some title or another, has a hand 
in almost every work activity conducted and is the individ= 
ual that represents the "connecting link between the manage-= 
ment and the workers" ,+ In many instances and to many 
workers, the supervisor is the organization, and is the 
management. For it is this individual that represents the 
workers closest contact with management, and upon whom, to 
avery great extent, their well-being is dependent. To 
higher management, the supervisor represents the tie to 
the pulse of the organization, i.e., the worker, It is the 
Supervisor that is responsible to management for the flow 
of material, the maintenance of discipline and morale, 
and with proper representation of management policy, pro= 
cedures, and goals to the lower echelon. Thus, supervisory 
development is vital to a growing, active and successful 


organization, 


ae O. Beckman, How to Train Supervisors (New York: 
Harper & Brothers Publishers, 1944), p.3. 





Conversely, writers such as Drucker and Leavitt foresee 
a lessenixg of importance of middle management to the organ= 
ization of the future. * Automation, taped machine processes, 
and electronic data processing methods have made inroads 
into the supervision of personnel for they have permitted 
a degree of control and rapid communication previously not 
available to top management. Further, high speed computer 
systems and operations analysis have provided top manage= 
ment a decision making tool that is capable of consuming 
more detail than heretofore possible. As a result, processes 
that by their very nature required a considerable amount of 
decentralization can now be programmed under the centralized 
control of higher management. Nevertheless, since these 
systems will permit a more direct line of control between 
top management and the operating level they will necessitate 
larger, more specialized staffs at the top which will in turn 
require a greater influx of personnel experienced in the 
problems and mechmics at lower echelons. Problems of 
manager development will remain, 

There are many tools available to management to assist 
in supervisory development, i.e., performance appraisal, 


interviewing, selection techniques, career planning tech= 


on. J. Leavitt and fT. L. Whisler, "Management in the 
1980's", Harvard Business Review, XXXVI, November—December 
1958, pp. 41-48, 





niques, and training, to name but a few. It is training 
which probably has the most influence of all the tools 
available, as training offers the greatest opportunity 

to mold or change behavior through effective utilization 
of the learning process. Considering that there are cer= 
tain essential elements which affect the success or failure 
of training it was: decided to develop a theoretical ap- 
proach to supervisory training which embodies those eS= 
sential elements. This was done through a review of ne 
literature. Since much has already been written in this 
field, it was considered appropriate to undertake a study 
of the supervisory training efforts in two large and 
successful concerms in an attempt to learn what is being 
done and what can be done in this field. In connection 
with this, the paper will attenpt to develop the needs 
and pressures that make supervisory training essential 


to the present day organization. 





2. <A Theoretical Approach to Supervisory Development 
through Training. 

What pressures make supervisory development important? 
In the not too distant past a foreman or supervisor reached 
that position oftimes by virtue of bulk and ability with 
his fists or an axehandle. Today, it is highly unlikely 
that this type of individual would make the grade supervis= 
ing a group of electronic technicians, factory workers, 
or even unskilled laborers. For today the supervisor is 
not only faced with pressure for production from his 
superiors, but with pressure from all sides. He may be 
required to interpret and take action in accordance with 
complicated governmental regulations. He must be equipped 
to properly handle pressures from union representatives. 
and to cope with problems. of workers that cannot be ignored 
because results may be increased absenteeism, high turnover, 
and low employee morale. In most cases, he must be com= 
petent technologically, able to advise management concern= 
ing technical processes or to assist a worker with a 
sophisticated, complex piece of machinery. He is a disci= 
plinarian, a teacher, a father image, a lot of things to 
a lot of people,. 

Probably the major source of pressure on supervisory 
personnel is continuing social and economic change. Tech-= 
nological advances have contributed greatly to make ours 


4 





an increacingly complicated society. Since the turn of 
the century, the corporate form of business has increxssed 
in size and importance to where it now employs 60% of the 
workers, produces 75% of the goods and services, and peys 
three-fourths of the wages in this country.? Our Federal 
Government has increased in size to where it is now the 
largest "business" in the world, with federal expenditures 
accounting for 20% of the Gross National Product. * Labor 
unions have had a definite effect on change, with member-— 
ship accounting for some 18 million workers of the 76 mil— 
lion presently employed. Trends are toward increased 
recognition of social resjonsibility, as expressed in 
social security laws, workers compensation, unemployment 
insurance and in safety and heelth practices. Brand new 
vocations have come into being as a result of increased 
interest in human relations, industrial psychology, group 


dynamics, end employee relations. Business has become in- 


1pinancing America's Future: Taxes, Economic 
Stability and Growth, a resort prepared by the Committee 
on Federal Tax Policy (New York: Committee on Federal Tax 
Policy, 1963), p. 35. 


“Tbid., Pe 37. 


*U.S. Bureav of the Census, Statistical Abstract 
the United States: 1963, 84th edition (Washington, D.C., 


of 
1963), p. 250. 





creasingly interested in its public image. With these 
changes there has become increased recognition of the need 
for new concepts of managerial work md leadershi,» resson= 
sibility, with corresponding recognition of the need for a 
continuing edvcation of managers and supervisory personnel. 
There is also a "recognition that maneging is or should be 
considered to be a distinct and professional kind of work 
that has its foundations in basic social values and in an 
established body of knowledge and principles which can be 


taught and learned, "* 


Thus, with increasing social and 
economic pressures, it becomes apparent that effective 
training and development of supervisory pversonnel must be 
e, planned, orderly and continuing »srocess to ensure organ= 
izational growth and security. 

Micmprelr mi nares ©O supelVvVinony training. in Order 
to understand where an organization is going with its 
Supervisory training, aid in order to develop a training 
program that truly meets its needs, it becomes a necessity 
to make a study of what is required of Supervisors and the 
Organizational environment in which they must function, 


several areas require consideration: 


1. Supervisory activity - what the supervisor does 


“George C. Houston, Manager Development, Princioles 
and Persoectives (Homewooc, ITilinois: Richard D. Irwin, 
aC a 1961), me 20. 
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and why he does it. 

2. Supervisory responsibility - a determination 
of the lines of authority and responsibility and their ef- 
fect on supervisory activity, as delineated in organi za=- 
tional policy and procedures. 

3. Informal organization - a determination of 
the working relationships outside the formal organi zational 
channels. 

4, The suoervisor as an individual =~ no two 
supervisors are alike in their needs, and not all will 
require the same amount or type of training to achieve 
the desired results. 

5. Training climate - the support given to 
training efforts by management. "Management attitudes 
strongly affect the interest, motivation, and effort of 
the entire organization. They establish the ‘climate! 
and determine whether or not it is one which is conducive 
to learning and growth. "? 

There are many tools available to assist management 
in the determination of supervisory training needs and the 
surrounding environment: attitude surveys, reviews of job 


descriptions, interviewing of seniors as well as possible 


Thid., p. 31 








trainees, and performance appraisal reviews, among others. 
Once these determinations are mude the setting of realistic 
goals for training becomes a matter of sorting out what is 
possible within the contraints that may be imposed by a 
budget, management's plans and policies, and the orgeniza- 
tional goals and objectives. "Proper utilization of train- 
ing in modern industry and business requires that it be 
put in its proper context. It is not an end in itself, but 
a means to an ena, "© 
Attendant to the determination of need should be an 
understanding of contributions training can make towards 
desired supervisory development. By the same token, 
management should be made aware of the problems attached 
to the training situation in order to avoid the pitfall of 
expecting too much in the way of tangible results. There 
is a multitude of material that provides actual case 
studies and experimental data which, when carefully studied, 
will prove of great use in the development of a training 
program. There is no need for another organization's 
mistakes to be repeated, as long as the successes or 
failures have been documented and are readily available 
for study. 
Oysiiiam McGehee and Paul W.. Thayer, Training in 


Business and Industry (New York: John Wiley & Sons, Inc., 
19ery; p. 4s 
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The most important contributions that can be made 


in supervisory training are: 

1. Human relations = training can offer the 
supervisor those fundamentals of understanding people, 
their frustrations and motivations, their needs and 
attitudes, and of influencing thought and behavior. 

These understandings should result in an increase in 
supervisory tolerance and sensitivity, with correspond= 
ing improvements in worker attitude. By understanding 
the humam factors, the supervisor will be better equipped 
to understand himself and apply this knowledge to self= 
improvement as well as to his relationships with others. 
"By a greater awareness of people and their character— 
istics he can be more considerate in dealing with then, 
and the work group will become more effective. "! 

2. Technological change = our society as a 
whole is becoming better educated, with the technical 
workforce growing three times as fast as the total 
population.° Effective technical training will enhance 
creativity at the supervisory level, and supervisory 


confidence in himself, his workers, and the process with 





Trhomas. W. Harrell, Industrial Psycholo (New 
York: Holt, Rinehart and Winston, 1960), p. 149. 


Sp ernard J. Bienvenu, "What Kind of Training for 
Tomorrow: ,"" Personnel, XXXVIII (December, 1961), p. 14, 
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which he is involved. Technical training will also 
prepare the supervisor to anticipate future techno- 


logical change, thus acalynsuas to counteract a natural 
tendency towards complacency and the narrow outlook that 
present machinery or equipment is the ultimate. 7 

3. The individual — increased knowledge of the 
skills required will increase confidence and contribute 
to improved decision making. It will help to create the 
psychological climate that orients supervisory attitude 
towards major organizational goals, ag the individual 
should become better informed of the organization as a 
whole. An enlightened training program will enhance 
individual motivation to continue the learning process, 
as it helps to open new areas of interest, as well as 
improving promotion potential, 

In view af the preceding, setting the stage for 
training adds up to considerable preparation, Itisa 
difficult, time consuming, and costly process that would 
involve considerable effort on the part of management. 
Whether these preliminaries materially contribute to 
Supervisory development through training can not be 
shown in studies or empirical data. However, the import-= 
ance of determining the need and setting realistic goals 
for training cannot be discounted because of a lack of 


Supporting material. 
10 





Developing the training program, It is not the in- 
tent of this paper to describe the teaching metl.oda. that 


are available to management. A cataloging of methods 
serves no useful purpose, and if desired, can be found in 
any library. The intent then, is to discuss those factors 
considered critical to successful results in training 
supervisory personnel. 

A most effective base for any training program given 
under company auspices is a course that presents in broad 
terms the organization's objectives, history, policies, 
and orocedures., This will serve to give the supervisor a 
more complete conception of his responsibilities and his 
place in the organization. It will better equip him to 
interpret future plans and policies, and will aid in iden— 
tification of personal goals with the goals of the 
organization. 

More than likely, any group of supervisors brought 
together for training will be of a diverse nature, with 
various backgrounds of experience, formal education, and 
mental capacity. Thus, it igs important that course material 
be presented to strike the right level or balance to avoid 
boring the brighter trainees or escaping the duller ones, 
If the preliminary job has been done, management should 
know the supervisor better as an individual, and will have 
a better understanding for the problems confronting the 
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supervisor. The main thing is to ensure that material is 
so presented that everyone is confident of it being within 
his own capabilities to apply the new learning back on the 
job. To illustrate, teaching human relations by the use 
of academic terms and descriptions would probably not pro= 
vide a supervisor with a basis for relating this material 
to the problems of worker behavior which face him daily. 
In. short, to be effective it must be in his language. 

When developing training courses designed to improve 
a supervisor's skill it must be realistically related to 
the needs of the job. In other words, it does little good 
to explain a process with which the supervisor will have 
little or no contact, Relating training to the job sim-— 
plifies the problem of practicality and the development of 
skills which will have application on the job. A possible 
danger in too thorough a relation between training and job 
is that the training might become aimed at the short run 
problem or become enmeshed in detail. 

Every effort should be made to design the training 
progrem in such a manner as to permit the maximum amount 
of participation from the supervisor. In this manner, he 
will have less of a feeling that the learning is being im-= 
posed on his thinking. He will be less likely to outwardly 
accept and inwardly reject ideas or concepts if permitted 
to actively engage in the solutions to problems faced in 
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the classroom, Learning through experiencing the conditions 
of the course material is more likely to have a lasting ef- 
fect on the supervisor, he will be more willing to apply 
these new conce)ts or ideas on the job. There are pro= 
blems with participative methocs of training, however. If 
the group is too large, the participation mey be dominated 
by one or two individuals at the expense of the more re- 
ticent treinees, Some training situations do not lend 
thengelves os particioation, i.e., the use and appli- 
cation of safety features on an explosive device. 

The proper selection of instructors has a great bear-~ 
ing on the reception to the course and the amount of know- 
ledge imparted, Basically, the instructor should have a 
thorough knowledge of the topic, be familiar with the in- 
struction techniques used, and have a desire to teach.” 
Supervisors will be more attentive to instructors that are 
recognized as expert in the field of instruction. If the 
instructor is from the hierarchy, supervisors are likely 
to be more responsive because of a feelixg that management 
is truly interested in their development. Considerable 
attention should be given to the instructor's preparation 


for a course, "one thing is necessary for good instruction: 


Wyillara EB, Bennett, Manager Selection, Education 
and Training (New York: McGrew-Hill Book Company, Ii.c., 
W59)9 Dew os 


A) 


oo 


—_ <p © ive & 
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prevaration, Itis essential for any presentation, 


whether participative or non-participative, "1° 


Manage= 

ment can do much to this end, in the provision of instruc- 

tion guides, procurement. of teaching aids, texts, and in 

the preparation of technical handouts. However, most of 

the responsibility for preparation rests with the instructor 

and he should be aware that success or failure of the 

training situation rests in large part on that preparation. 
If the organization is of the size to support a steff 

concerned with the training function, then their activities 

should include: 

1. A continuing study of organizational policy 
and procedure to aid line management in creating an atmoq= 
Sphere conductive to growth and development of the indivi- 
dual supervisor. 

2. Provide competent counsel to those managers 
involved with the responsibility of subordinate supervisory 
development in the procurement and utilization of those 
training vehicles most suitable to need, 

3. Development of administrative data useful to 
the training situation, and maintaining records or statis= 


tics used in determining training progress. 


105 onn H, Proctor and William M. Thornton, Training: 
A Handbook for Line Managers (New York: American Manage-~ 
ment Association, 1961), p. 110. 
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It follows: then, that staff participation in the 
training program is important, but must be considered in 
the vroper context, i.e., the role of the staff is secon- 
dary to that performed by line management. Beckman cites. 
cases of several hundred firms that undertook successful 
training courses, only to drop them when line management 
lost touch with the program,++ 

Follow-up to training.. The responsibility for super= 
visory development does not end with the establishment of 
a course of instruction. Top management should be quite 
interested in the results obtained, since training at 
any level is a costly affair. Management should also be 
concerned whether trained suoervisors are actually putting 
their new knowledge to good use and whether supervimrs are 
motivated to continue a program of self-development, 
Supervisors may be frustrated in trying to put recently 
learned techniques to use and some form of encouragement 
may be necessary to maintain morale and interest. Thus 
a follow-up program to formal training takes on important 
aspects, Although primarily the line manager's job, follow= 
up should be a joint effort between the line and staff. 


The training specialist will be involved in all future 


re O. Beckman, How to Train Supervisors (New York 
Harper & Brothers Publishers, 1944), p. 112. 
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training and will be desirous of feedback that may be use= 
ful in improving new courses. A follow-up program may be 
designed along the following lines; 

1. A system of performance appraisal that not 
only feeds performance information upward, but downward 
to the individual supervisor. This provides material and 
incentive for a program of self-—development, 

2. Guided discussion periods wherein the 
Supervisors are encouraged to discuss problems encountered 
Since training, applications of techniques learned in 
training, and comments or recommendations for future train= 
ing sessions, These periods provide opportunity for sub= 
jective measurement of training results. They should also 
serve to enhance the retmtion level of supervisors, 

3. Regularily scheduled visits to other depart= 
ments, governmental agencies, or other organizations of 
a Similiar nature, will present opportunity for aciive 
interchange of ideas and reinforcement af learning. 

4, Encouragement of participation in part-time 
educational sessions at the local college or university, 
and membership in trade associations or professional 
societies, acts as a valuable aid to maintaining interest, 
This also provides a steady influx of new ideas. 

Those involved with an organization's training program 
should maintain an active interest in what is new in the 
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field. It may be necessary to provide refresher course of 
the type that will bring the supervisor up-to-date with 
the changing conditions in the field of interest. In 
short, management cannot develop a training program and 
then rest on their laurels, they must be responsive to 
change and in order to maintain a successful program it 
must reflect that change. 

In summary.. Pressures exist that make supervisory. 
development a vital function in any ‘Boing concern", By 
and large, the supervisor cannot cope with his develop= 
ment alone, he must be aided and encouraged by the organ- 
ization and its management. Through the establishment 
of a training program, management provides encouragement 
for supervisory development. However, this can not be a 
canned evolution, it iS a process that proceeds in three 
distinct stages: preliminary, where management sets the 
stage by discerning the need and setting the goals for 
training; program, actual conduct of training, during 
which management has responsibility for presenting 
material at the proper level, relating training to job 
needs, and selection of instructors with ability to im- 
port the desired learning; and follow-up, where manage- 
ment has the responsibility for encouraging continued 


self<-development,. 


/ 





3%. The Bank of America and supervisory development, 

Bank of America has long had a reputation for being 
an aggresSive, active organization. A reputation that 
is well deserved, for in sixty years it has grown from 
a rather inconspicuous local firm with resources of 
$285,000, to the world's largest private bank with re= 
sources of $14..7 billion. The bank employs in excess of 
28,000 persons in more than 800 branch offices in Cali-= 
fornia... Projected plans are for the addition of some 
30 to 35 new branches per year. A wholly-owned subsid— 
iary, Bank of America-New York, (International), adds 
another 34 branches. and offices to an already impressive 
total. An affiliate, Banca d"America e d' Italia has 
some 82 branch offices throughout Italy. Thus the 
problem of first-line supervisory and management develop= 
ment at Bank of America takes on an international flavor, 

This type of growth and expansion must be accomoanied 

by a great increase in the problems of recruiting, select= 
ing, and training of managerial personnel. A. P. Giannini, 
Bank of America's founder, foresaw some of these problems 
prior to his retirement as bank president in 1936. It 


was at that time that Mr. Giannini established a $950,000 


leank of America, Annual Report, 1963, (San Francisco), 
Ppp. 1-15, 
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trust fund specifically for use in the education of bank 
officers and in research. A like amount was added at 
the time of his death in 1949.° The money serves as a 
foundation for the bank's training activities which now 
involve a staff of 85 persons. In addition, some 400 
management trainees are processed through various pro= 
grams each year,” This group provides the nucleous of 
personnel to be selected for first-line supervisory bil-= 
lets and is recruited almost exclusively from the college 
campus. Training for management trainees is primarily 
on-the-job supplemented by in-house formal training ses- 
sions, and guided home study. Three progrems are cur= 
rently in use, the description of one is presented in 
table I. Upon satisfactory completion of the program in 
table I, the trainee would be assigned as an As: istant 
trust Officer... Similiar programs are designed to pre= 
pare trainees for careers in commercial branch banking 
and international banking. During the training phase 
each student is assigned to a training officer who keeps 
informed of student progress through monthly visits, re= 


cords of which are maintained on IBM cards and processed 





“statement by Ralph E. Boynton, personal interview.. 


Tbid. 
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TABLE I 


TRUST TRAINI“G PROGRAM 


Commercial Banking In-= 
doctrination, Branch 


Assignment 
4 Months 


Electronic Accounting 

Commercial and Savings 
Teller 

General Ledger 

Note Department 

General Banking Operations 
Operations Officer 
Personnel Administration 

Loan Platform 
Lending Functions 
Business. Development 
New Accounts: 


Trust Basic Training 


4 Months 


Main Office Assignment 

Trust Accounting 

Real Estate 
Inspection 
Insurance 
Appraisal 
Sales: 

securities. 
Control 
Cage Operations 
Analysis 
Reviews 

Taxes 

Corporate Trusts. 

Reconvey ances— 
Foreclosures: 


Trust Administration 


177 Months 


Assigned for position rotation im either of the 
two Trust Headquarters or in the District Trust 
Offices statewide as a Junior Administrator with 
authority to sign as Pro-Assistant Cashier. 
ON-~THE-JOB Training-Includes guided work 


involving the following: 


Private Trusts 


Probate Estates-Guardianships 


Testamentary Trusts 


Employe Benefit Trusts 


Street Bondg: 

subdivisions 

Oil Royalties 
EsScrows. 


New Business Development 





electronically. In addition, exeminations are given at 
regular intervals on material covered in the home study 
courses, Practical on-the-job training, such as that de- 
scribed in table I, has certain advantages in that it 

does build on the actual experiences of day-to-day op-= 
erations, i.e., one learns by doing. It also provides a 
warm body to fill in where shortages of persornel may 
exist. A firm scheduling of the various stages of train- 
ing, which is done at Bank of America, permits the trainee 
to attach goals and objectives to the training. This helps: 
to maintain interest during the more mundane phases of the 
training cycle. Since on-the-job training is normally 
spread over a greater period of time than classroom train- 
ing and usually involves interaction between just two 
people, the teacher and the trainee, there is greater op= 
portunity for reinforcement of learning by reward or 
punishment, Additionally, it provides more chances for 
the trainee's response to the learning situation. Feed- 
back of results is usually immediate, another factor to 
enhance learning. "A trainee demonstrates the acquisition 


of a skill by performing a skilled act."* thus eliminating 


‘William MeGehee and Paul W. Thayer, Training in 
Business and Industry (New York: John Wiley & Sons, Inc., 
1961), Del Je 
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one of the limitations of the classroom teaching situation, 
in a decentralized operation, such as. at Bank of America, 
there are inherent disadvantages to the on-the-job train- 
ing method: 

1, It is extremely difficult to standardize 
training, for the supervisor of each trainee will have 
different methods and techniocues for attacking one pro= 
blem. Firmly established policy and procedure from the 
upper echelon will help to alleviate this problem, but 
this has a tendency to remove one of the advantages of 
decentralization. 

2. On-the-job training is a time consuming af- 
fair and there is no guarantee that the trainee will re-= 
main with the firm upon completion. At Bank of America 
the three programs available take from 12 to 24 months. 

A considerable investment in time, when one considers 
the possibility that this newly gained knowledge may be 
used in the employ of a competitor.. 

30 Suecess aS a supervisor does not guarantee 
success as a teacher. The size of this operation (400 
trainees per year) suggests that some trainees will be 
assigned to supervisors that are highly qualified bankers, 
but may lack the ability or desire to impart their know= 
ledge to a trainee. Real or imagined, supervisors may 
look upon the trainee as a threat to their security, thus: 
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the quality of learning will suffer. 

4. Management ee. like midshipmen, live 
in somewhat of a noeman"s=-land. They are neither officers 
nor employees. Uncertainty exists as to future assign- 
ments upon the completion of training. kbxample from 
material on the International Banking training program: 
"Location of assignment is based entirely on the Bank's 
needs," 

It seems a paradox to suggest improvements at Bank 
of America for success and Bank of America are terms 
that are almost synonymous. However, it is. felt that 
improvements in the management trainee program could be 
made, First, the training department at Bank of America 
has demonstrated an ability to develop formal training 
courses of great usefulness to banking operations: 

1. An accounting course that utilizes scientific 
teaching machine methods under the supervision of borrowed 
university professors. The course is given in four 7 hour 
sessions and is reputed to be the equivalent of one sgemes— 
ter of college secetnvine & 


2. Courses; have been esteblished at various 


Bank of America, Opportunities for Management 
Training (San Francisco, 1963), p. 12. 


Ostatement by Ralph E. Boynton, personal interview. 
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colleges and universities in the state designed to give 
branch management personnel insight into the problems 
faced by branch customers. Examples are: a bank designed 
course in farm management given at the University of Cali- 
fornia, Berkeley; retailing at University of Southern. 
California;: and farm »xroduct processing and marketing at 
California Institute of Technology. 

The basic training in all three management training 
programs concerns commercial banking operations and is. 
from 4 to 9 months duration. This phase of the training 
could well be formalized, which would have the adventage 
of a standardization of training, as well as ensuring ade- 
quate teaching. It would also present an early opportunity 
to eliminate trainees that are not of a banking mein through 
testing techniques, thus reducing the cost of future 
training. Classroom learning would be reinforced by later 
experiences in the on-the-job training phese. Human re= 
lations training, considered a weakness of the bank's 
overall training efforts, could be readily interjected 
into the formal classroom phase..! This would simplify ad- 
ministrative problems, consume less time, and allow 


greater opportunity for trainees: to determine career 
'gtatement by Ralph E. Boynton, personal interview. 
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patterns. Second, raise management trainees to officer 
status upon satisfactory completion of the formal phase. 
This would give them additional status and increased incen- 
tive for the on-the-job phase, It would also tend to 
stabilize the job plans of the trainees, Considering 

the size of Bank of America, employee retention could 

be quite a problem. During 1963, 484 of the 3200 pro- 
motions from within were to first officer status.© 

The bank maintains a research staff of about 75, 
with main areas of interest in EDP methods, communications, 
bank services, and business services. The staff is 
headed by a senior vice-president, thus ensuring that 
top management is kept informed of innovations in the 
banking field. The graduate schools at Dartmouth, Stan— 
ford, Harvard and the University of Washington are uti- 
lized for graduate training of selected managers. 

While management training, particularily at the 
lower levels, is quite extensive at Bank of America, it 
is considered that there are weaknesses in the program 
that could prove costly and deserve attention: 

-1. No attempts are made to determine the scope 
of supervisory activity in order to more closely relate 


Spank of America, Annual Revort, 1963 (San Francisco) 
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training job needs, Likewise, no review of job descrip= 
tions or supervisory responsibility and authority is con- 
ducted. Individual performance records of supervisory 
personnel are reviewed annually, but not necessarily in 
connection with proposed training. This is probably a 
result of feelings in the training department that its 
members are fully aware of the problems and environment 
of supervisory personnel, since most of the personnel 
in this department had previous experience in operating 
billets. 

2. Broad training needs of the organization 
are presented to the training departrent in the form of 
manpower studies which indicate present inventories of 
personnel and projected plans for personnel requirements, 
Within the constraints of a training budget, the training 
department then develops what it considers will fill these 
needs. Programs: are not always instituted with the ap- 
proval of line management, however, a demonstration of 
what a new course embodies is usually given to the 
heirarchy.. 

This suggests that line management involvement in the 
training field is restricted to the fringe area and the 
danger exists that with minimal involvement of line 
managers training efforts. might not fully reflect train-= 
ing needs. However, line managers are involved as in- 
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structors in formal sessions and in on-the-job training, 
which should provide some feedback on the effectiveness 
of training. Nevertheless, there appears a need for 
greater involvement by the line, particularily in the 
determination of individual training needs. 

As previously mentioned, there is an indication from 
management that much needs to be done in the field of 
leadership and human relations training, probably a re- 
flection of the recognition of trends towards less tech= 
nical training for supervisors, with more emphasis on 
customer and employee relations. Bank of America has 
instituted courses primarily concerned with customer 
relations,” but an inventory of topics suggests minor 
efforts in the area of human and employee relations. 
This may be the result of an impression of authoritari-= 
anism on the part of higher officers at the bank, and is: 
reflected in the bank's system for promotion. [In the 
event of an opening, requirements for the position. are 
programmed into a computer which selects several candi- 
dates on the basiga: of qualifications. The computer 
selections are then presented to one of seven selection 
boards which makes the final choice, Little out of the 


ordinary except, the immediate superior of the selectee 


Se ante., pp. 23—24.. 
27 





is not consulted during the deliberations and takes no 


part in the decision. 
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4.. Pacific Gas and Electric Company. 

P.G. & Eo like Bank of America, is the top in its 
field, being the largest privately owned public utility 
in the United States. Assets are in excess of 3.5 billion 
dollars and employees number 19,500... Expansion plans in- 
clude some 225 million dollars in plants and facilities 
during 1964, with long range plans for 2.4 billion dol- 
lars expended between 1963 and 1980.7 

A research staff of some 75 persons is currently in= 
volved with investigating problems in such diverse fields 
as cngine cring»techniquesy nuclear engineering, electronic 
data processing and operating procedures. Membership in 
professional and industrial societies is maintained to 
add to the influx of new ideas in the incusiry. 

Line and staff personnel attend regularily scheduled 
workshops designed to discuss current problems and sharpen 
decision making techniques. In addition, selected managers, 
mostly engineers, attend college campuses in the state 
for refresher courses’ in engineering and manegement.. The 
9 month Sloan progrem at University of Californie is also 
utilized for management training. 


No formal program exists for a study of supervisory 


lotstement by Donald L. Kennacdy, personal interview. 
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environment, however, division personnel staff members 
make informal studies of the problems facing supervisors, 
These studies are included in requests to the central 
office training department for inclusion in regularly 
scheduled training sessions: or are used for informal 
division training sessions. There is no review of job 
descriptians by training personnel, as this is done during 
annual wage and galary reviewss. 

Indications from P.G. & HE. management are that the 
primary need in supervisory training is in the areas of 
leadership, human relations and decision making techni- 
ques. Less emphasis is being placed on technical quali- 
fications as will be pointed out in a discussion of the 
firm's major training effort for supervisors, i.e., the 
supervisor's Training Conference, This course has been 
in use at P.G.&E.. for the past five years and has all 
the appearances of being highly successful. It was two 
years in the design phase and presented to mmagement 
in such a format that a complete description of the course 
was given in five minute increments.. Thus a great deal 
of thought and preparation were used to help achieve 
management and supervisory acceptance, In order to 
avoid a lack of response sometimes met in training situ= 
ations, it was decided to put attendance on a voluntary 
basis. P.G.&E. has never lacked for volunteers, the 
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course is presented to 16-18 supervisors one week each 
month, with intentions to increase this to twice monthly 
in the near future, Although not a condition. of employ- 
ment or promotion, it is generally concluded that per- 
sonnel passed over once or twice have a much better 
chance at promotion, and are given more consideration 
after a good performance during the training session. 
Since much of the program depends on class discussion, 
the conference begins with a breakfast at a nearby hotel, 
attended by trainees, instructors, and one or two members 
of top management. This serves to set trainees at ease 
and helps develop group interaction as the group is us- 
ually a composite from the 13 divisions of the firm. It 
also helps to create an atmosphere that management is 
truly interested in their development, fhe first session 
is presented by the manager, Personnel Relations and is: 
designed to give trainees an overview of the program and 
how it fits into organizational objectives. Following 
this is a two-hour period during which the trainees are 
broken up into small groups each with a discusSion leader.. 
During this session the leaders attempt to ascertain and 
develop supervisory needs in training, as well as guide 
the trainees in the establishment of objectives concerned 
with the training period. This should produce a desi- 
rable effect on trainee motivation and improve the 
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interest level... This week in the life of the supervisor 
is not to be construed as a vacation as can be seen in 
table II, which presents a typical day, with course 
descriptions, 

The last day of the session is devoted to an "in- 
basket" problem. This problem has been developed to 
summarize all training from previous days. Basically 
a stress Situation, all students are given a package of 
letters, memos, and other correspondence typical of that 
which may appear in the in-basket of a company executive. 
The correspondence concerns several areas; employee 
relations, customer relations, and problems in production. 
Some of the correspondence is inter-related, while some 
pieces supersede others in the pile. If minor items, 
such as dates or signatures, are overlooked the student 
may fail to make the desired connection with various 
sectionsof the correspondence. Students: are given one 
hour to read, differentiate, and take action based on 
info mation contained in the problem.. They are required 
“9 commit themselves: on. each separate item, Actual or 
recommended solutions are then taken up in class discus~ 
sion. A sample problem with instruction is presented in 
appendix l.. 

The "in=basket" problem appears to be a very good 


Simulation technique that requires student participetion 
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0815 


1000 


1030 


1300 


1445 
1545 


1645 


TABLE 11 


CLASS SCHIDULE = TUESDAY 


Tat Ls 


"Eye of the 
Beholder" 


Company executive 


Problem solving 
by the "incident 
process: 


Organization and 
cooperation 


Company executive 


Setting standards 
of performance 


Tour = gas control 


center, 


DESCRIPTION 


Attempts to develop percep= 
tion of others. Uses group . 
labeling techniques, i.e., 
group is shown a film where= 
in four persons give their 
opinions of a fifth. Traimees 
develop own opinions, then 
after class discussion are 
givem another film clip that 
brings out actual personality 
of the subject. 


A senior vice-president 
gives: a lecture concerning 
his specialty in the firm, 


This session concerns. a case 
study wherein students attempt 
to develop critical areas and 
provide solutions to a problem. 


A lecture concerning the firm's: 
organizational structure and 
problems of inter-unit coop- 
eration, At the end of period 
class discussion is elicited 
about current problems in 
cooperation and recommended 
solutions, 


A senior VP, same as: 1000 session. 


Class discussion on current 
in=house problems: of perfor- 
mance gtandards. Methods are 
discussed both from the stande 
point of the supervisor and the 
individual. 


NOTE - class periods are from beginning time of one session 
to beginning time of next, except one hour lunch 


break, 
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to the utmost, for not only must the trainees take action, 
but this action must be justified during the discussion 
period. Trainees are aware that this technique will be 
used and results evaluated, They are therefore motivated 
to remember and apply the concepts developed during the 
earlier part of the course. The problem also requires 

a look at company operations from other than the super-= 
visory perspective. This helps to develop a greater 
understanding on the part of the supervisor for the pro- 
blems that face his immediate superior. 

The company president, Mr. R.. H. Gerdes, started at 
P.G.&Eo aS a lamplighter with little formal education be- 
yond the grade school level. His background as a "self-— 
made" man is reflected in all company training programs... 
Emphasis is very heavy on self development of the indivi- 
dual and setting the environmat to stimulate that self 


development.. 


People develop themselves, and the development 

of an individual takes place onIy when there is 
adequate opportunity around him and desire with- 
in him to do so. The plans ad programs encon- 
passed in the Management Development Program are 
aimed at accelerating this individual development 
process by providing more opoortunities for in- 
dividual growth, and creating the most fertile 
climate wherein every individual.,wilI experience 
the desire for self-development, 


“Management Development Manual, Pacific Gas and 
Electric Company (mimiographed company publication), p. 4. 
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The company's program for managerial development en= 
compasses all levels of management from the first line 
supervisor on up. Basically, it is in three phases: 

1. A determination is made of the number of 
candidates required to fill projected vacancies in the 
management ranks by the personnel department. Included 
in this determination are the requisite qualifications 
for each job. 

2o Annual appraisals are made of each supervisor 
and manager, by immediate superiors.. This is dome in two 
separate reports designed to appraise present pverfa@ mance 
and potential, <A determination is then made as to what 
experience or development is necessary to prepare the 
individual for the next echelon.. 

3. Training requirements are then determined 
from the difference between. qualified individuals and 
number of projected candidates.. 

Procedures such as this, properly administered, 
serves several important functions. Firat, organiza= 
tional training needs: and objectives are developed. 
secondly, training requirements. are placed on an indivi- 
dual basis and individual development goals are deter= 
mined. Third, it permits an accurate determination of 
budget requirements for training purposes. These factors 
should provide a healthly training climate thus improving 

2 





management approval and employee acceptance, 

The training budget for supervisory personnel seems 
austere, considering the company's size, the number of 
supervisors (2,000 plus), and the number of potential 
supervisors. The expenses for 1963 totaled $62,400,> 
broken down (table III), the figures and how spent ine 
dicate a necessity for careful planning, 

Measurement of the tangible results of training is 
a difficult task in any organization. At P.G.&E several 
methods are used with accurate records kept by the train- 
ing department for possible use as selling points for new 
programs... The methods include: 

1. <A modified "critical incident" report from 
the supervisor's senior. Example, supervisors are 
taught non-directive counseling techniques,.. Whilein 
the process of using this technique with ‘ troubled 
subordinate, the supervisor is observed by his senior 
who makes what notes he can and reports his observations 
to the training department.. This tyje of report has 
several drawbacks. First, the reporting senior may be 
unaware of unsympathetic with new techniques, as a result 
the supervisor's applications of same go unnoticed. 
second, geniors may feel that an unsolicited report will 


just add to the administrative burden so a report is not 


company report. 36 
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TABI ia 


ANNUAL BUDGET BREAKDOWN ~ SUPERVISORY TRAINING 


AMUUNT 
$15,500 


$22, 400 


$22, 000 


$ 4,500 


WHERE 


Management 
Workshops 


supervisor's 
Conference 


Universities 
and colleges: 
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WHAT FUR 


Development of skill in 
decision making techniques, 
problem solving and super-= 
visgory techniques in admin- 
istration,. 


Concepts. of human relations, 
leadership, communications 
and supervisory techniques. 


Technical training in new 
fields or refresher training 
in areas of technological 
interest, 


Miscellaneous and travel 
expenses, 





filed. Third, seniors may be unfamiliar with a new 
technique and file what amounts to a false or mislead- 
ing report, thus lowering the reliability of total 
results. 

2. Four to six weeks after the training gegsion 
a staff member calls on the trainee and his senior to ob- 
serve the trainee in action. and to review briefly some 
of the subjects undertaken during training. He also 
golicits a critique of the course from the supervisor, 
and a critique from the "boss" on any improvements or 
changes noticed in the suvervisors behavior. 

3. Probably the most fruitful method of measure- 
ment is a company policy which requires division seniors, 
in conjunction with the individual supervisor, to estab-= 
lish training objectives, the fulfillment of which are 
reported in regular performance appraisais. This allows 
not only measurement, but encourages the individual to 
continue self-development.. It also induces the use of 
newly learned supervisory techniques in actual operations 
that may otherwise have been forgotten when the indivicual 
left the classroom, 

Refresher training is accomplished through the medium 
of management workshops, one day conferences which are 
held periodically in the divisions. These are primarily 
problem-solving sessions, but afford the opportunity to 
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reinforce previous learning by relating concepts or prine 
Ciples to actual problems... A 2 day refresher course which 
supplements the Supervisors Fraining Conference is also 
provided by the training department in the various divie 
sions. Supervisors receive a monthly management magazine 
and case studi ein devevenes by the American Management 
Association which are worked on in spare time and become 
part of the individuals self=-development program mentioned 
above.” Follow-up to training at P.G.aéE. is a fairly 
thorough process that involves: both the line and the 
staff,. Line management helps the individual set goals 
for self-development, sets the climate and encourages 
the individual in self-development, and appraises his 
progress, The staff provides follow-up material and 
training, assists the line in setting a climate for self-= 
development, and maintaing the records of progress, 

In retrospect, it would appear that P.G.&EH. is able 
to accomplish a healthy supervisory development program 
on a rather meager budget. This can be mostly attributed 
to a considerable effort bent towards encouragement of 
the individual through individual attention, and the en-= 
couragement of a close, continuous relationship between 


Superior and supervisor, 


4or.. ante. ; Po Dbhe 
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5. Conclusions and acknowledgements. 

Supervisory personnel occupy a unique position in to- 
day's; organizational hierarchy, for they must not only be 
technically competent, but competent in administrative 
matters and in dealing with other people. They are under 
pressure from the management which they serve, as well as 
from the worker than requires the supervisor's attention, 
It follows then that the development of the supervisor re- 
quires special attention. One of the methods of encourag- 
ing this development is the training program, The problem 
does not end with the establishment of a training program, 
for mere lip service to supervisory development does not 
accomplish the task. Basically, the problem is one of 
preparation, for it is only through adequate preparation 
that management can develop a training program that truly 
meets the needs of the job, the individual, and the ore 
ganization, Further, adequate preparation is necessary 
to set the training climate which enhances supervisory 
interest, motivation, and retention. It is also necessary 
to tell management where it has been with supervisory 
training, where it is going and how it gets there, 

Supervisory training should not be construed as a 
one-time affair, but as a continuing process that takes 
place not only in a classroom but in the day-to-day inter- 
action between manager and supervisor. In this sense 
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management must recognize its responsibility to the in- 
dividual and the organization by encouraging a program 
of supervisory self-develapment and by providing the 
facilities and guidance necessary to that self-develop= 
ment. 

A continuing education does not end at the super- 
visory level but must extend upwards through the hierarchy,. 
a Situation which is dictated by rapidly changing con- 
ditions in all fields of endeavor, Jtssential at all 
levels of continuing education for managers 1S some under= 
lying background in theory which will provide the con-~ 
tinuity and foundation for changing economic and social 
conditions. These factors will have a considerable effect 
on the attitudes, aptitudes, and successes of top manage= 
ment which in turn will be reflected in the actions of 
the supervisor. Thus, training and education for super- 
visory personnel is not limited to the formal training 
program, for much is ta be learned from the example set 
by higher management, 
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THE IN-BASKET PROBLEM 


INSTRUCTIONS 


Each person will work this problem independently. 


YOUR SITUATION 

Assume that you are Sam Conway and that you have just been named Manager 
of the Elko District of the Nevada Power Company. 

The Nevada Power Company's service erea is divided into two widely 
separate and distinct. geographic areas. The majority of the Company's activities 
are centered around Las Vegas, in the southwestern corner of the State, while the 
Elko District is in the northeastern section. Nevada Power has been growing rapid- 
ly due to a series of economic booms and now hés éaépproximately 150,000 customers 
and an annual revenue approaching $18,000,000. Its residential customers lead the 
Nation in annual usage of power. 

Approximately 85% of the Company's 400 employees are located in the Las 
Vegas area, including the General Office Staff groups. Experienced manpower has 
been a recurring problem during the recent periods of rapid expansion and on 
several occasions Nevada Power has turned to other utility companies for key men. 
Pacific Gas and Electric Company has been a favorite target with the most recent 
acquisitions being A. J. Swanking (Vice President and General Manager) and Paul 
Suranskate (Manager of Electric Operations). 


The expansion of the Las Vegas aree (the original area of operation) was 
augmented two years ago by the purchase of the Eiko Power Company, a small firm 
servicing the northern Nevadéi city of Elko and the surrounding area. The Elko area 
is predominently a cattle production center and is generally considered to be one 
of the last frontiers in America. Several very large ranches are among the Com- 
pany's most influential customers. 


Following the merger, the Elko are&é was organized as a separate district 
of Nevada Power, with boundaries roughly parallel to those of Elko County. Busi- 
ness offices are maintained in Lamoille, Wells and Halleck, in addition to the town 
of Elko. Due to its geographic isolation, Elko District is not interconnected with 
the rest of the Company's system. It has three sources of generation; a small hydro 
plant.. of its own at Lamoille Canyon, two small diesel units for peaking, and trans- 
mission lines connecting it to Idaho Power Company's hydro plants on the nearby 
Cedar and Salmon Creek systems. A gas distribution system is operated in Elko and 
it is intended to extend service to Wells and Lamoille as soon as sufficient cust- 
omers are available. The entire area has been actively developed by R. E. A. advo- 
cates, and the District is surrounded by Co-ops and Utility Districts. 


Since the merger, HAROLD BENSON, the District Manager, has been empha- 
sizing the consolidation of his organization and the integration of the District 
into Nevada Power Company. Recently, it was decided to replace Benson with a man 
from outside the Company. You have been selected from a large number of candidates. 
Your appointment was to be effective July 1, 1964, with May and June being spent as 
Benson's assistant. On April 25, Benson suddenly became ill and was flown to a Las 
Vegas hospital, where he lapsed intro a coma. As a result, the effective date of 
your appointment was moved up to May 1, 1964. 
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The General Manager has discussed with you the problems involved in 
strengthening the District's overall efficiency. In particular, he stressed the 
necessity for a greater degree of decentralization, with the various supervisors 
assuming a substantially larger degree of responsibility and authority in solving 
their own problem. It was generally agreed that you should have full authority 
to proceed at your own discretion. 


Through your previous experience in the utility industry, you know a few 
of the key people in the Elko District. In preparing for your new job you jotted 
down some short notes on these men. These biographical sketches are attached, 
along with a partial Company organization chart, a map of the Elko service ,area;; 
and a calendar. 


You arrived yesterday afternoon at Elko and spent the remaining hours 
of the day becoming acquainted with your new staff and going through the offices. 
These contacts tended to confirm the biographical notes you had made. 


4 


THE PROBLEM 


In one hour you must leave for the airport to fly to Los Angeles where 
you will attend a course for Utility Company Supervisors at U. C. L. A. The course 
is to last through Saturday afternoon and you will return to the office next Monday, 
6 days from today. The attached correspondence is in your in-basket and looks as 
though it should be handled before you leave. . 


You are to go through the entire packet of papers and take whatever 
action you think appropriate. Write down every action you take on each item, inclu- 
ding notes to your secretary, to yourself, and to others. Draft or write letters. 
Write out any plans or agenda for meetings or conferences you would call. Also, 
record any telephone calls made. 


REMEMBER 
You are Sam Conway, the new Manager of the Elko District of the Nevada 
Power Company. In one hour, you must leave and you will be gone for six days. It 


is now 8:15 a.m., Tuesday, May 1. You will return on Monday, May 7. Write out 
every action you take on each item. 
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ART HAMBLY 
Commercial Sales 
Representative 


bel ZEN 
Supervisor of 
Generation and 
Maintenance 


LEN FROST 
General Foreman 


ROGER SAMUELS 
Office Supervisor 


LARRY SMITH 
Heavy Line 
Foreman 


SAM CONWAY'S 


NOTES ON ELKO DISTRICT EMPLOYEES 


Makes decisions quickly and easily, doesn't like to 
think problems through, sometimes jumps to conclu- 
sions as result, knows saleswork thoroughly, not 
interested in other phases of business except as 
they affect sales. 


Gruff manner, high work standards for both himself 
and his people, engineering degree from prominent 
midwestern university, an old-timer with the Company. 
He is inclined to be concerned more with the techni- 
cal aspects of the job rather than his administrative 
responsibilities. 


Apparent work horse, always busy, works long hours, 
quality of work high but volume low in comparison 

to time spent. Sometimes late in reports. Last one 
to arrive at conferences. Has resisted accepting 
additional responsibility and has indicated that he 
is not interested in further promotions. 


Hesitant, uncertain, takes criticism hard, fears 
failure, fears being wrong, performance character- 
ized by thoroughness, consistently high quality. 


63 years old, started 39 years ago with Elko Power 
Company, &@ll experience in overhead line department. 
Knows line construction well, has been Foreman for 
last 10 years. Weak on paper work, performs assign- 
ments well --- though not agressively. 
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Nevada Power Co. 
For Intra-Company Uses _ 


Division or 
Department 
File No. 

Re Letter Of 
subject 


VP & GM 


Management Conference at U.C.L.A. 


April 30, 1964 


MR. SAM CONWAY: 


I know chis is a4 terrible time to senc you to a Manage- 
ment Conference but I think that it will be an invaluabie aid to 
you on your new job. Since this four-day program at U.C.L.A. is 
only given once & year, you can't afford to miss it. 


Our Personnel people will be interested in your evalu- 
ation of the program when you get back and would like you to 
submit a written report as soon as possible. They tell me that 
you won't have much time for sight-seeing since they work you 
night and day from the time you get’ there until the time you 
leave. 


I will be attending a convention in Chicago during the 
week of May 6 - 10. As soon as I return, I'd like to talk to 


you about how things are going at Elko and to hear your report 
on the U.C.L.A. olass. 


Good luck. 1 ; 
Pearsons 


A. J. SWANKING 
Vice President and General Manager 


AJS:sa 
PS: - Incidentally, you cén rely on your secretary, Lucille Ives, 


to give you a lot of help. She is intelligent and is very 
familiar with the operations in the Elko District. 


ot 





Z 


April 30, 1964 


wear Mr. Conway: 


I am taking the day off tomorrow. I hope you don't mind. 
will be taking care of some things downtown in the afternoon but 
expect to be at the dressmaker's all morning. 
you can call me there, the number is DE 7 - 1699. 


it: 


t4 te 


If you need me, 
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April 30, 1964 


Manager, Elko District 
Neveda Power Company 
Elko, Nevada 


Wear Sir: 


~L own and operate a tavern called the Silver Saddle in 
Halleck. Your gas crew nas been having coffee in my place for 
several weeks. Each day they seem to stay longer. Today they 
took up four stools for one and a half hours and only bought 
coffee. 


t 


I can't make any money this way. Can you please do some- 
thing about this? 


Very truly yours, 


Sen |ebe 


S&M VAL 
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5B 
ACTION MEMO 


io: Harold Benson 
From: Vice President, Operations 
Re: ..ttached memorandum from Jack Newberry 


We'd better look into this, Will you get me the necessary information 
for our May 5th meeting? 


April 24, 1964 


I 
OV 
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ACTION MEMO 


ibe Vice President, Operations 
From: Jack Newberry 


(Special Assistant to the President) 


- 


X happened to run into Stu Flood of the Warm Springs Ranch at the last 
Pacific Coast Electrical Association meeting. During the conversation 
he mentioned hopes that line extension delays could be ironed out in 
the near future. 


This might be something we should act on, considering who Flood is. 


Borg 25, 1964 





Nevada Power Co. 


For Intra-Company Uses 


Division or 
Devartment GENERATION AND MAINTENANCE 

eate No. 

Ke Letter Of 

Subject em Hinman, Electrical Technician 


WE. 30), SILT 


MR. SAM CONWAY: 


Last Friday we asked Sam Hinman, our Electrical 
Technician, to report for overtime work on Saturday because 
of an emergency overhaul. He told me that he would not come 


in and further said that he didn't need to give any reason for 
his refusal. 


On Saturday he did not report for work. This morning 
I personally discussed his failure to report for work on 


Saturday with him. He again refused to offer any excuSe or 
explanation. 


Pa 


What action do you recommend? 


ba 


BILL ZEN, Supervisor 
Maintenance and Generation 


BZ:e 
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Confidential Date Meee ee ee ee re re ee 


_ EMPLOYER DEVELOPMENT WORKSHEET 
CLASSIFIED EMPLOYES 





a im y Tv RY 1 

name... JOE, OLSON | o.oo... oe. ee LASSIFICATION,. ELDER dl rocarron... eho. 
INSTAUCTIONS: Please check the one statencnt which most accurately deseribes ESployse'’s cusTent yerlora— 
ance. Each trait has three possible ancucrs. Check only ono of those answers for cuch trait listed. - 


Use notes to comment for clarity. 


FUNERAL REQUIREMENTS 














° bk err nen VO (ae o Sa . Na i. oa a d 7 } ae 
KNOWLEDGES OF WOK: Undorstanding of ‘ob duties end procedures. LF OTS Has 20 years ia 
a tee) SS a 
ar 5 ems { ¢ . - ne . : 
| esas consider .pb.. iat mGCCS occasions] IJ Krovledpe at e very’ Gas - all ct Elko. 
i eksbv ped st eas * oi tne ~ de eas Sore ony yin S| a ¢ 
ee Ye wil = \ a amt nap t S SP — « 
Lh Sica To an at al — AAG aon —o = e bed - ¢ ° 
QUANTICY OF WORT: Voluus of work besed om hiyhess standards. 


used to be Understand he used ta 
Volume at | TelLmouc em notLoe work. 


cdesirsdle 
CR 
t 
! 


[_|snoure increase a Puts out averag 
outout anount of work 





QUALITY OF WORK: Accuracy end thoroughness, comnared to highost 
stancarcs. 


eece improvencnt ix! Usually accurate and (eteadr be hignest 
thoroue n standerds 


PLANNING OR LAYING OUT WORK: Ability to mako most effective use of tine | Oxay for Himself bue 
and materials. = . 





nas trouble laying out 


/ 
[_Jrecas constant Pairly offectivo,. L lvory systexatie enc | job for crew. 
assistance nocds occasioncl effective ; 
ns ance | 


ae 





SAFETY HABITC: Crrofulness vith self and othérs. I3 on ployee a save 


JOTEOL? 
{_]Does not cbserve { | ists Be csroful Meare: 
d aieart S iy 


PERSONA? us LARACTHRISTICS 

















meSILITY TO Low: Ability ts grasp new idead Gnd proccdures. os 
+ , Have not observed. 
[_ lvery Slow to learn [_] fakes more tino L_|uceins PaDLCLY g | 
than normal to good comprenension | 
etruction 
Pret lAliVs: Roac curcefulnoss, id ee = thinking, attention ‘and ’ ° 
ator to work Has been sullen —— 
ec se ae ; Lae LT got here. sWonseude 
Needs constant [| teady and willing [ |ovos ahead on own : : 
supervision and Worker wnenoves possible, i anything on his own. 
exrection energetic and 
resourcoful 





STABILITY OF TEMPERAMENT: Poiso, self-control, ability to retain 
omotional balanco. 


[Xlunpreaictar» at ea Occasionally losos [_]voi1-parenced, 


eFlares up*easily, 


Caines, im@tarnre oise nature | 





ATTITUDE: Feelings about job. Consciontiousness,. 
No team spirit, [| Fair interest, | lcooperative end 
uninterested in work occasionally lacks enthusiastic, 
ont sr : a re) A in york | 
ORLL EXPRESSION: UExpsessing himself orally to others. 
Plies : 
a lnoeds considerablo & ge some di ane [_lexpressos i doc 
; Ie oat “7 TA ctneae 4 7 - a | cterit-y : 
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WRITTEN EXPRESSION: Exnressing hinsolt vo ono writings (CLS 
required by job dutiss or exzloyco is a Journoynen) 


q | 
/SJMeeds consicoerabdlse [J Needs song training Dalek eeracross, 
Peaainine EGOO D2 250" Tatton 
Meee eoolON C8 CTEEARS: EStmctiveness in nee g and dealing with other | 
wevLoyees and/or the public. 


t 
| Ps equently | em ates an [XJ Gots Slong Oe sunget! peays makes a good 
1 a - "“ S poenalcan 5 4m Me ¢ 
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Be: : nod thee: Le ede Patra 





LEADERSHIP: bility to command respect wt ontain results through 





teamvorte 
—_ 
_j}Uneble to lta iA Soma cualitics me yee eaces | . 
APPonRANC.: Perbenul meatnécs. 
: : red eae 
| _|Careless Vito wate co8 [| SON ng for work [s ae neatwanc 
and personal neatness essignnent weli-groomsd 





13552 
(Do not leave blank. If “onc, sa7 20) 
Strong points which should bo recognized, and possibly utilised nore Nully. Very good welder 


Aroas xcéodine development. Reading and writing 
Would you place on presont scb? Yes Comment. Good welder 


Would you rocommond for promotion? If he could Is exmployoe roady now? No 
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fee otceornécerd Practices and estimates. 
‘we ) 


Tv e own + Ia” Cad 
Peeves, Wave SOD OF 40057? 


Explain your answer on ez sployce's notential. Can't handle paper work. 





a eee 


Chace G:nc/or insert specific plans discussed with the individual for his Govelonmont. 


WHAT EMPLOYEE Cea Gl!) DO : 


1. Educational courses and development activities, Cite spacific.exauplos. 


a. Don't know what is available. 


cn a 





Geeeettompt tc improve ettitudoe toward: 
C ) inittative and knowledge 
(ee) Safety , 
( ) Quantity and quality 
cn) | Opler eey ont 
( ) ener) eee rere ree 
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THINGS SUPERVISOR SHOULD DO OR RECOMMEND WHEN AND WHERE 
PPROPRISTE CITE SPECIFIC EXAMPLES. . 


Special as signnents, or relicf oF rotational wo-E. 
Snectud Pear ON job. 


A 
( 
( 
( 
( 
( 
( 








) 
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} Lrrange trunsfer-vo nore suitablo work. 

) Follow-up Scent in montns . 

) Make an effort to instill interost in areas needing iuprovemont. 

) (Other) oe 
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WELLS VALLEY RANCHES, INC. 
Wells, Nevada. 
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SPECIAL DELIVERY 


oem ono, Presidéene 
evada Power Company 
Las Vegas, Nevada 


Dear Mr. Strong: 


Last week my Son wrote your District Manager about the 
outrageous behavior of one of your cmployees. 45 yet, he has 
received no reply. i am re-uccant to write you but feel chet 
something must be done to relieve this intolerable situation. 


ex 


sincerely yours, 
eS eae \ 


Le  SPAULOING 
President 
Wells Vailey Ranches, Inc. 





doril 27, 1964 


Ma CONWAY: 


ealize it isn t quite fair to put you on the 
spot; but due to my personel problems, I feel I must discuss 
my situation with you immediately. 


I haven't understood the engineering setup here 
from the start. It seems that none of the estimates or 
desiens I prepare are followed. Furthermore, they never tell 
me wnen they change my estimates in the REL 


TY like my work inv22 cc ae much and feel that 
vrould like to méke SateeY Wiles sme ompany. es i 
heave been thinking a. 

Stier firms. in facet, Lockheed yeac pe me a posi Groen 
in San Jose, California end £ heave to make a decision next 
Wweex. Although my wile s fami lyeroerese in Elko, the offer 
Peewee to be hard to) eucn dove. 


ve 


f 


i) 
- 
ae 
{tT 
ti 
I 

ay) 


Can I taik to you? 


Nw 


JACK JONES 
Senior Engineering Estimator 





C4 
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ECOmM: 


MR. SAM CONWAY 


mR. ROGER SAMUELS, 


Office Supervisor 


an 


622900 Lluesdey of 
mow so L tola her 


her ‘‘edding plans. 


she is engaged cc 
get married at th 


next week. 
it was okay. 


1O 


April 27, 1964 


Z just told Lucile Ives that she could take the day 


She needed an answer right 


It had something to do with 


uci lee poe ina. ly eoine to cet married. 
an older fellow and they are scheduled to 


e end of May. 


Lucile has postponed che 


wedding a couple of times because we were so busy here and 
I think her intended husband is getting impatient. 


Hope this doesn't inconvenience you too much. 


Yee Sy 


1 


<4 pa 
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(G,0.0cPT.HEAD OR DIV.MGR.) 


L} 
Bis : oo A. 
(, CRO: air Cw | ONE e 











GE eG & MS 2 (HAS E Tor O i) rs JOg \ PAC ANIGCY eS Ga AG VEGA S 
pga Mah Pe ORK A eee) Se ice she 
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, a we a ; eG fe wea NT - | a 
Me CONSIDERING THIS EMPLOYEE FOR A eokatbandiate ; IN THE 

(JO8 CLASS}FICATION) (J08 VACANCY NO.) 

oem arnan = a ‘ 
ee=2c Overhead Dept., Las Veses erent. THE DUTIES CONSIST OF: = 

(LIST DUTIES AND SPECIAL REOGUIREME smanres 


IEFINITION) 


» | 
ROER THAT WE MAY GIVE PROPER CONSIDERATION TO THE ABOVE 9 eee volerlla;se ANSWER THE FOLLOWING 
TIONS: 











a iss —_e ie z oe 4 “a « 4 ‘ -_ aed + om “~ s t ~ om, 
coer . Se ae ene Personnel mae gee eS oy Lés Ja7as 
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DOES EMPLOYEE HAVE A FULL KNOWLEOGE OF PRESENT 2087 

IS EMPLOYEE A GOOD WORKER? 

BO=S EMPLOYEE GET ALONG WELL WITH OTHERS? 

1S EMPLOYEE FREE FROM PHYSICAL HANDICAPS? | 
MOULD YOU BE WILLING TO ACCEPT HIM BACK INTO YOUR DEPT. OR DIV.? 
OFS EMPLOYEE HAVE SAFE WORKING HABITS? | 


BRAT IS EMPLOYEE’S BIRTH DATE? 
ESSE 
maint IS EMPLOYEE'S EDUCATION? 


nn neem 


Meee EMPLOYEE "S PRESENT CLASSIFICATION AND WAGE RATE? 
WHAT JS: 


Meee Se COMPANY SERVICE OATE? — a a OEE eee 
Meer lOYEE°S CLASSIFICATION SENIORITY DATE? 

C. OATE EMPLOYEE REACHED TOP OF PRESENT CLASSIFICATION 
D. EMPLOYEE'S DEPARTMENT AND SU8DEPARTMENT | 


eee 
20 YOU CONSIDER THIS EMPLOYEE QUALIFIED TO PERFORM THE DUTIES EXPLAINED IN ian it Ses. NN rt EXrPieine 
(YES) (<0) 





Me RETURN THIS QUESTIONNAIRE IN SEALED. 
Me oemARKeD CONFIDENTIAL 
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Nevaca Power 


Company 


Davision or 
Department 
File No. 
memLetter Of 
subject 





PERSONNEL 


e2nes, venLtor EStimator 


ril 26, 1964 
MR, SAM CONWAY: 
~ enjoyed seeing you again this morning. As I told 
you before, 4@ll of us @xe very pvieased to have you join our 
Company. I'm sure that it will be mutually profitable. 
ie ening forgot to mention is the help we are going 
to neec from you in developing one of the most promising young 


engineers to ever come into Nevéca Power His name is Jack 
Jones, and he is presently assigned to milico Sea: ot, Stina toc, 
He is a young (23 years old) college graduate in El eral 
Engineering from the University of Ca fopee me was hired 
here about @ year and a half ago and was trénclerred to Elko 


= 09 


last June for field experience. Ae is intelligent, agzressive 
énd has a very strong interest in en jineering. Ue showed very 
eo0d oromise in our Enginewmegne end Eleccric SBsations Depert- 
ments, tnough stiil green and & triz.e headstrong. 

We'd like to have 2 @es0rt from you on August ls 
cesarding the experience he hao had at Elko, his performance 
PadevyOour Opinion Of hes poscentiai, 
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A. F, CARTWRIGHT 
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mnel Manager 
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Vice President & General Manager 
Vice President, Operations 
Wemecer, slectric Opereeions 
Manager, Engineerin 





Nevada Power Co. 
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Vice President of Operations 
850.8 
GO 95 Infractions 


April 24, 1964 


aay SENSON : 


un confirmation of our discussion tast week, I want 
fo reveat again that during the last 12 months 120 infractions. 
of GO 935 have occurred on the ELko County distribution Lines. 
Wiveesituation cannot be allowed = to conc nuc. 

Flease send me @ repor = not MAter thn May 7 that will 
outline, in cetail, your progrém to eccomplisa immediately the 
roLi.owing: 

ue Prevent similer ins¥dewi1ons 2m che future. 

2. Correct Exisesne ithe eerie. 

ee 
Pa aaa oo 
& } 
Pe \ oe 
: \ ' 
iS 
Ee. 2. Seen 
Vice President, Operations 
br s:sa 
Coceeem@ cer, © _ectric Oseratrors 
Manages, Sngineering 
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Semething has to De done A207 


this “NRee- man Creus Situamon., Dome|e- 
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Mrmes Lb CWorder Golhy L ever OES aN 
HAs jos Bs line Suds Fare man. Yoo ho lef 
me rsconsi ple for prodvuctiviy, Bot the. 
POS YOu SSndk Me Gren't aN ¥ ODO . The 

YS WIhO PASS the lest Give Taare Trey 
Ore Too srrert 7 coork. Tne Ones Who 
Wwavik mete good iinemen, te GOOR 
Ohysieet COT eieer. Alon. 

On @ three-man Crew Cach SRENS 
mas tO carry is oo bear T Can't 
pe ne lcd tS SB 2 for GZ mo the COOKE. 
QOne. iC he. otneir Men BA ne Crew) Cre aes 
C.SOR Oe sees Fou — YOU Svfer VISe 


other people — Same ci, JOO G 
VP CN & sole LoOre Samet has TO | 
Me BONS CUDOoOtT IMS. “= (DG pelle jaro a. 


[1 INECAGIN'S 5 Od in as Vegas. if same GAehon 
is taken on Tnis Pere Pricey , May S, 
You Gan Gancel this Sid. Lo pot, Wiza se 
OVOl2s5 i 
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VV 2510 gL Udermns 


INE VSab Foreman 
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Tlie ONG OF lei |e VOFe 
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on —~ viewed Bar re tages el 


iD 
ON 
f 


Aprid 24 P : 


Mr. Harold Benson 
Elko Decerict 

Nevada Power Company 
Eiko, Nevada 


Just @ reminder that we wiil be needing those proposais 
for your cxpanded parking area &4t tne Pidénning Commission meeting 


Ov Exesccy, May 8th e 


I know your people understand our interest in keeping 
cown congestion in the central business district and off First 
Avenue, SO we are Looking forward to seeing what you came up wit 


erhaps we can have lunch after the meeting if you have 


; ts "hoe ity is, os YG pat of 
' A ° AJ SER SRD 4 


Mayor 
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Don upears, Troubleman 


Pe nano epee ON? 

We have a problem with Don Spears again. He has worked 
in several towns of this Company and has been in trouble in each 
of them for being absent from work without notification, and for 
drinking while off-duty to the point where he is unable to work 


emeesoliowing day. 

On Avril 2, 1964, Bev ro eiedetoese pos: [or Work or to 
mMOeley anyone thet he wouic aes unable to work. On April 4, 1964, 
Mr. OUcars was told that this behavior would not be toleratec 


and thet the next incident wouid be dealt with stringently. 


Be 4240 va eee oll es 253, it was necessary to cail out 


My. Suears cue to @ pole fire. He did not answer his telephone 
SO @ went to kis apartment totcali = mimes Mee Spe@rs condition 
was such thet it was not possibile to wake him. For that reason, 
I took the keys to his troub.e wagon, which he had et his home. 

i had to call Elko and héve a troubleman sent out to do the work. 

ft 5:45 a.m. I called on§Me. Ssears. He admittec Ke 

Wc been drinking the previous eveniszgs but did no. consider 
eee: tol Ube drunk. i told *f. Spezrseches £ aic nou conside: 


Fad 


him aole to perform his duties and tnat i had caé keys to 


his trouble wagon. 
Mr. Spears dic ma revore cor werk at 8:00 a.m. so f 
Weeerto his home act 8:30 end PORE Alm Ssic®o but did not waken 
meee. Yeturned to Mz. Spears Beeareme again at 2:00 p.m. on 
3 = 


partialiy dressed. fi 


Eqe 237d hin Sees told Mrz 
Secmom ase he wis Laid orf: 
Weet should 2 do now. 
TWAN RAINS 
saneger, Wells 
TT) om 
woke wD 
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